Generally this person still might succeed if
convinced there was a chance for success. The
leader can help at this point by building the
self-confidence of a person through support and
encouragement, and particularly by breaking the
task down into segments that can be achieved.
The individual should understand that there will
be no punishment for failing if the best effort
has been given to achieve the task, This
reassurance is important, especially in combat
training or on other very difficult tasks, because
people may be encouraged to keep trying and
ultimately may succeed, whereas without
encouragement they may simply quit.

Once a person is convinced that the chances
of success are good enough to warrant the effort
required to try, the expectation that success will
be rewarded becomes an important con-
sideration. Workers usually are not where they
are just for the fun of it. There are definite
personal needs that are expected to be satisfied
through good performance of the task. If a
worker is not sufficiently convinced that good
performance is the best way to get these needs
satisfied, then the worker usually will have little
or no interest in doing the work well. Motivation
will be low.

The consistency and appropriateness of the
leader's reactions to members' performances are
important to the morale and motivation of each
member. Good performance should always be
recognized in some manner, and poor
performance should never be allowed to go
uncorrected. The consistency with which a
leader reacts to performance lets followers know
what to expect.

Consistency requires awareness of the things
going on around oneself so that neither
exceptionally good nor exceptionally poor
performance ever goes unnoticed. A leader's
appraisal of a person's performance requires the
ability to judge accurately, both the actual
performance and the person's capabilities. If a
person is judged to have done his best, the
leader's reaction should never be negative, no
matter how poor the performance. Leaders
often overlook this precept, probably because it
is easier to measure the end result than the
extent of the effort.

A leader's appropriate reactions to
performance introduces us to another general
factor affecting motivation to work-the value
an individual places on the recognition that will
be received upon successful completion of
assigned tasks. A subordinate logically asks what
the leader can provide of value as a reward for
productive task performance. The answer is
complicated as many routine tasks are done
during a day or a week, none of which merits a
tangible reward for successful completion, but
all of which must nevertheless be done well.
Further, providing tangible rewards for all good
performances, especially routine tasks, would
ultimately cheapen their value in encouraging
good performance on more critical tasks. Also,
there would not be enough tangible rewards
available for the leader to use in this manner.
Fortunately, intangible rewards are available,
such as praise for a job well-done, respect, and
consideration of an individual's ideas.

In general, performance is the product of
two overall factors, ability and motivation. If
ability is high but motivation is low,
performance will also be low. Performance will
also be low if the ability is low even though
motivation is high. You can use your judgement
to determine if a person's poor performance is
due to low ability or low motivation. If failure is
basically the result of low ability, you should
' identify and provide the extra training the
subordinate needs. If the failure is attributed to
low motivation, the solution is to take whatever
actions seem necessary to increase the
motivational levels of your people. Ability
failures should never be punished. On the other
hand, training should never substitute for
corrective action when failure results from an
individual's not trying hard enough.

It is your responsibility to apply sanctions,
that is, rewards and punishments. Negative
sanctions are necessary at times, but the use of
punishment or threat of force is relatively
ineffective in achieving Navy goals because our
success depends on the individual initiative of
highly trained people pooling their technical
specialities. This initiative depends primarily on
the use of positive sanctions and intrinsic
rewards.
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